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whnat ig the goal for FPhasoe 131 of Project CHIVE? ¥

¥irst of all, the simple fact that the Task
worce vas formed indicates that CHIVE has gone be-
yond wie point of feasibility study or an academic
»vexc..@, 80 tha goals are real. The basic objec-
tive nf Phase ¥II is ithe «~reation of an initial
2iemant of OCR, the China Operations Group, which
will omerate as an all-seirce, machine-supported
- This Group (COG) w-.11 cperate in a parallel
mode with China-oriented narts of OCR during Phase IV
and will assume 1ittle JCR2 production responsibilities
Frv: the Chinese area untii Phase V. It is intended :
zihat this Group initially perform the following i
“inotions in Phase IV- i

a. Publish and :iistribute an index of
current acguisitions of intelligence interest :
on Communist China. . £

b. Index the dcoument classes defined in
the CHIVE Phase II Eaport and maintain the i
nacessary dictionaries. B

@. With the assistance of ADP eguipment,
maintain the necessa:ry document index and
summary informetion files and service reguests
against them (including production of biographic :
intelligence). i

d. Support the implementation of a centralized
document delivervy svitem and use it o support :
the activities of CO3. F

Who is my immediate superriscr? f

Attachment C shows tiie Group assignments of
people who (to date) have been identified as members
of CTF. It does not inclade those who have been
{oxr will bej detailed to {HIVE for a specific tagk.
¥Your Group Chief has overall responsibility for a
subset of the Phase TIT taske Where more than one
person is assigned to a t.ask, the four Group Chiefs :
may delegate a portion of this responsibility o0 one i
of the people invelved. n thase cases, the dzle~ ;
gated person will, as Tas!: Chairman, be your "immediate
supervisor.”

What exactly will I be doing during Phase III?

A detailed plan for :zcheduling and manning Phase
¥IY tasks has bzen worked out. This includes an
attempt to spell out assignments on an individual
basis. Your Group Chief has this plan and is best
able to interpret your specific role over the next .
several months. Obvicusl:r, an undertaking of this
size will be in a constan—: state of flux--unforeseen
technical difficulties, administrative delays, per-
sonnel problems, etc., will be encountered, so don't
be suvprised if you are anked to change assignments .
or change emphasis on a g:ven task. A (hopefully)
exhaustive inventory of Phiase IIT1 tasks is given in

H-BE~{l=-R-E-T
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Attachment B. Task Descriptions are available for
most of these showing objectives, methodology, pro-
ducts, personnel assigned, etc. It should be pointed
ot that the task definitions will not always be
clear cut. It is guite easy to show that each one
relates to all the others. This is frustrating, but
must be tolerated.

8, 1If I have what I think is 3 geood idea, or if I think
that a task should be chanaged, how do I make my ideas
known?

*he nature of cur job reguires rather free exchange
of our ideas and opinions. We hope to have a physical
and intellectual envirenmernt that facilitates such
discussions without resorting o review or appeal
mechanisms. OF course, coumitiing your ideas to
paper in the form of a memcrandum will always be a
good way of disciplining yeur thoughts as well as
communicating them to othexs. You should remember,
however, that z number of basic decisions have already
been made and others will te coming at a fast pace.
Proposals or ideas which are in conflict with basic
decisions already made have probably been considered
and rejected for some reascn. Further consideration
of them at this time would only delay progress. We
cannot continuously review basic decisions or we will
never get off the ground. If %festing reveals an ervor
in a basic decision, then the basic decision will be
raeviewed and a new corrective decigsion made.

g
b

How many people wiil be on the CHIVE Tasgk Force?

Puring Phase III, the CHIVE Task Force should
25X1A grow to[ | people.

et
<
>

How will the CHIVE Task Fo:ce get up to strength? :
Who will be added? When? E

The plamned phasing ir of personnel is as follows:

1 Jan 67

OCR 25X1A
oCs :
IBM

PSI

1 May 67

Most of the personnel, of course, come from OCR.
Scome of these people will be identified from CTF and
pivisionr Chiefs® nominatiorns, others through an OCR
notice which was circulated. A few of the OCR con-
“ributions will come throuch external recruviting.
Most of the talent from 0C%, however, must be trained
in programming (two to four years experience), and
for this resource we have to turn to external recruiting.

foat
Jot

. Will we be working very closely with other OCR Divisions? {

Yes, we will be workirg very closely with them in
three ways. First, azsistznce on some tasks has and
will come from people in OCR Divigions on a loan basis

HeEwCe ReF=T
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foxr a gpecific period of time.® Secondly, CTF must
work cut procedires for servicing requests on Communist
China in a way which will make bsst use of existing OCR
files and personnel. Goud working relations must be
astablished if OCR is tc continue to operate effectively.
Third, we will attempt to keep the divisions informed
of evary aspect of the CHIVE effort--both formally and
informally. A point to remsmber here ig that we should
think of curselves as a new part of OCR. Of course,
CHIVE represents something "new" and, therefore differ-
ent., but this is a team effort in support of OCR opera-
tiong,

What background materials should I read in preparation
foyr my CHIVE assignment?

Pab A of the Training Program for CHIVE Task Force
Personnel {CHIVE/H-1<8%, 20 Gune 19606) is the basic
guide Tor CHIVE introductory training. It provides
reading lists related teo OCR and CTF orientaticn,
security considerations and procedures, document and
information storage and retrieval systems, and ADP
systems and eguipment. ‘the basic document used for
guidance is the CHIVE Phase IT Report, published in
aseveral volumes, of which I, IIT, and the first sec-
tiong of V should be read Ffirst. As scheduled in
the training plan, you should also familiarize your-
aelf with available Task Descriptions relating to
your assignment. In addition, the CTF Secretary has
a complete biblicgraphy of CHIVE Memoranda and Working
Papers. You should scan this €0 sse which are pertin-
ent to yvour job. CHIVE Wewsletters and Bi-Weekly
Reporis for the past thrae months are good summaries
of vecent progress. The above publications arxe
available through the CTF Staff Bssistant.

Will T need any training to prepave me for my job?

The training program cited in paragraph 12 outlines
zhe types of Training to be provided as appropriate,
The following general coments gsuffice fox the moment:

5 g

Bxternal: Everyons should be given a baslc intro-
duction to EDP concepts. The Civil Service Commission
and OTR offer suliteble couxses for CHIVE people. In
some cases, a2 systems apalysis and design course can be
ugeful, but, unfortunately. there are very few gocod
moursaes in this area. Ia addition, attendance at
conferences oy svmposia sometimes will be useful,
Peopls slated for computer programming assignments
should attend a series of IEM/360 courses. External
training reguests--whether for a course as such or
sonference attendance--gaould be submitted, using the
standard Form 136, through vour Group Chief. The
Staff Assistant will coovdinate with the Administrative
gtaff of CCS5 and OCR.

Internal: Our biggest training need will be that
necessary ©o get the CHIVE System golng~-indexer train-
ing, procedures for searching wachine and manual files,
training for data transcribers, file updating procedures,
eto. For this on~the-iob training, the designated per-
sonnel will be assigned az they would be to other tasks.

% To avoid confusion coacerning whe is oy is not on
CTF, these peopie will be called SPOT personnel.

G B {2 R =]
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China familiarization, courses will be arranged

Pou
with OTR or the Foreign Service Institute of th?
ftate Department. Also galected readings on China
ore available within CHIVE.

who £ills out wy Fitness Report?

Your Fitness Report will be signed and discussed
with voun, either by your task chairman or Group Chief.
The "Reviewing Official” will be the senior person
o CTF from vour home office; i.e., | |

What are the career possibilities in CHIVE?

First, some general remarks: It is obvious that
the Agency is at the threshold of a significant evolu-
zion in all aspects of information processing. This
avolution will gather spsed with or without CHIVE,
with or without computers, with or without significant
organizational changes. New collection technology and
a volatile world situation are facts of life. Without
kelakoring the point, the "ground floor” platitude
applies to CHIVE. Of course, only you can evaluate
the balance between career risks and career opportuni-
ties in CHIVE. But the commitment, once made, should
ke rather complete. The frustrations you will encounterxr
must be met with positive action, not with lingering
doubts of whether cor not CHIVE is for you.

More specifically, as mentioned above, you are
part of the T/0 of eithe:r OCS or OCR. Standard pro-
motion procedures will ba followed within both offices.
Promotional opportunities have been a very real concern
in the establishment of the T/0's. In work such as
ours, performance criteria are obviously difficult to
establish. Basically, this iz because there is no
real hierarchy of job revponzibilities except at the
highest levels. Each office must rely on the intan-
gibles of motivation, intellectual capacity, persever—
ance, perszonnel relations:, etc.

wWhere do I get my paycheck? Who is responsible for
wy ‘P&A Card?

The clerical person located in yvour general working
area is responsible for issuing paychecks and handling
T&a mattera. ¥You Will be introduced to one another
imnediately on asszignment.

{
To whom do T report illnezss? From whom do I veguést
leava?

- in cases of unexpectad illness oy emergensy during
nornel duty hours, yvou should ensure that your super-
wvigsorr is notified of the reazon for the absence and
zny appropriate particulzys. During after duty hours,
the Office of Security shculd be notified by <alling

When you know in advance that yvou want leave,
your reguest should be grbmitted to vour supexrvisor
through the T&A clerk maintaining your record. For
Further information on laave matters, see CHIVE/C-
187-~65, 23 Septenbexr 1964 .

BB ReE-T
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How long will we be in the Task Force mode?

The Task Force will remain in existence until all
major elements to be included in the new system have
heen implemented. The personnel and scope of the Task
Yorece, however, will change over time. As new elements
become operational, personnel from the Task Foree will
drop out and assume a specific operational role.
Similarly, as CHIVE addresses othexr geographic areas,
additional OCR people will be brought into the Task
Forca for file building and system training, and later
be set up in an operating unit as were their predecessors.
A similar migration within the Task Force will take place.
Cartain people initially assigned to tasks under SISG,
IRDG, znd IPS will move to the China Operations Group
sometime during Phase IfI. Certain OCR functions, of
course, will not be diresctly affected by CHIVE design
over the next several ya2are. These people would remain
outside the Task Force anvironment.

attachments

A - CHIVE Personnel Rosier

B - CHIVE Phage III Tasgkis

¢ -~ CHIVE Organization and Parsonnel

Asgignment Chart
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Attachment B
TUASE ) TT TASKS

*agk Nuombex Tagk NWame
* 1 Security Procedures
s 2 Current Avareness Support
& 3 Document belivery System - Liaison
# [a Location pDictionary
& Bh Subisct Dictionary
% Be Organizatron Dictionary
= B4 Biographic Procedures
* Fa Formg Design
* T Dictionarv/Indexer Interface
100 revigion of ¥ndexing Procedures and Techniques
®12 Input Processing
£33 File Mainenance
&1 4 Control
*14a CHYViZ Monitor
14k able Definition Restructure
“315 Communicavions/Data Rnalysis/Display
%1 5a Commranications
%1, 5b Data Enalysis
*15¢ Digplay
#17 Phase IiI Scheduling and Integration
%18 System Test Plan
i%a Dossier Content Study
*20 Managemzn:t Data
*22 Customer Regviremenis and Relations
#23 Graphics and Maps
24 Referral Sexvice Files
“28 summary Fiie Bullding
=26 Querying frocedures
®27 Scurce Formatted Data
38a Programming Support - Locatlon Dictionaxy
38b Programniag Support - Subject Dictionary
i8¢ Programming Support - Organization Dictionary
384 Programming suppoxt - Biographic Dictlionary
38h Programming Support - Current Awareness
40 CHIVE Orisntation
42 Staff Assistant to Director
a3 Contractor Management
44 Task Group Management
a5 Task Forgz Management
#46 Clericel 3upport
;&7 Indexer Training
48 IA Indoctrination
49 guery Prosedures Testing
50 Current Awareness Productiocn ~ China
51 operaticonal Systems Test
52 Svstem Extension
53 ki Hoo Prooramming Support
54 Dagign Ares Management
*55 Svstem Piows and Transactions
57 EDP Svstem Design
58 ¢OG Organization and Persomnel Responsibilities
59 Soviet Ellte ¥File
=50 Special Assistant to the Director

% fTask Descriptionz published.

Gl e R BT
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Attachmait

CHIVE
OREANIZATION AND PERSCNNEL CHART

23 December 1966

vargons without office designatic
after their names belona to OCR.
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